March 26, 2004

MVEMORANDUM FOR: Al S Observers

FROM David C. Potter
Branch Chi ef, FSB

SUBJECT: Data Quality Bonus System

You may have heard sone tal k about the revanping of the data
gqual ity bonus system Those of you who have been with the
(bserver Program for a couple years know that we inplenented it
wi th our new contract back in 2002. Qur goal was to provide a
reward for outstanding data collection and observer performance.

As you can inmagine with a systemlike this, bugs need to be
wor ked out before everything runs snoothly and effectively.
Menbers of ny staff, together with staff fromAI'S, have been
wor ki ng hard to devel op a systemwhich is both fair to you and
acconplishes the intent of a quality-based bonus. They’ ve done
extensive research and cal cul ati ons and conme up with a system

that will reward you for doing a good job

The bul k of the bonus will still be based on the quality of the
data, using the sanme Eval uation Formas before, with a specific
set of rating factors, as you'll see. In addition, a few other

factors have been plugged into the eval uation equation. W feel
these particular factors have a direct relation to the overall,
mul ti facet ed observer | ob.

One of these is a requirenent to acconplish a m ni mum nunber of
sea days. W’'re going to have a considerable increase in the
nunber of sea days on the schedule. W hope that a teamspirit
will prevail with all of us. Wth this in mnd, we' re using an
average of 12 sea days per nonth as a requirenent to be
considered for a bonus with full tinme enployees. Part tine
observers will need to average 6 sea days per nonth. These
nunbers will easily allow you to take vacations and participate
in activities wi thout jeopardizing your qualification to be
consi dered for a bonus.
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The data quality wll count for 70% of the bonus score and 10% of

the equation will cover getting the data in on tinme and calling
in OBSCON on tinme. W’ ve added a category of Field Performnce,
which will be 10% of the overall score. This will include

mai nt ai ni ng a randomess of vessel selection and the results of
the captain’s interviews, conducted by the Area Coordi nators.
W' Il use a very brief nmonthly report where you can provi de any
valid reasons for repeat trips on a particular vessel, e.g.,
there were only 2 vessels operating in your port.

There will be 10% all ocated to the area of Communi cations. This
includes interactions with Editors, NVFS staff as well as Al'S
staff.

There will now be two nonetary |evels of bonus. Overall scores
bet ween 90-100 will receive 100% of the bonus val ue for each sea
day done during the evaluation period. Scoring between 85-89
will receive 50% of the bonus value for each sea day.

The eval uation period will run from21 April through 31 March
There will be a m d-year evaluation in Septenber where
i nteraction between you and the evaluation team (or a

representative of the tean) will provide an exchange of
feedback. This m d-year evaluation is nodeled after the system
in place for our Governnent enployees. |It’'s a useful tool for
all of us.

Fi nal evaluations will be done after the conpletion of activity
in March and bonus cal culations will be done and nonetary awards
will be nade as soon as possi bl e.

| f you have been one of the many observers who have m ssed
earning a bonus on a trip now and then, | think you'll find this
new systemto be to your advantage. Rather than not receiving a
bonus for a particular trip, that trip will be averaged into the
total calculation for the year. Overall high quality data

coll ection and dedi cated perfornmance are what we should all be
striving for and what we want to reward with this system

Encl osed, there’'s a summary of the revisions to the Data Quality
Bonus system a copy of the revised Data Quality/ OBSCON score
sheet and the new m d-year and final eval uation sheet.

We hope to be awarding a | ot of bonuses. Thanks for all your
hard worKk.
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At tachment s:
Summary of Revi sions
Data Quality/ OBSCON score sheet (Trip Level)
M d- Year and Fi nal Revi ew Sheet

An exanple of what a M d-Year/Final Review sheet wll
contain
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Summary of Revi sions:

In order to be eligible to be considered to receive a

Qual ity Data Bonus, full tine observers nust average 10 sea
days per nonth. Part tinme observers nust average 5 sea days
per nont h.

Bonuses wil|l be awarded annually. There will be a md year
review, as we use in the Governnment, where acconplishnments
are di scussed and feedback exchanged. The Eval uation Peri od
will begin 1 April and m d year evaluations will be done in
Sept-Cct. Final evaluations will be done after 31 March.

Data quality and recei pt of the data and OBSCON on tinme w ||
count for 80% of the scoring. Data nust arrive at Wods
Hole within 7 cal endar days and OBSCON nmust be called in as
soon as the trip is conpleted. Field performance will count
for 10% This will be based on randomess of vessel
selection (using very brief nonthly reports to explain any
justifiable reasons for repeat deploynents on vessels. Jo
and her staff will provide guidance regarding how to submt
this report.) Also, in this category, we'll use the vessel
interview systemwe’ ve had in place for a couple years, with
the Area Coordinator’s interviews of your captains.

Conmmuni cations with NVFS and AIS will count for 10% of the
overall score. This will include overall positive attitude,
mai nt ai ni ng contact, keeping staff apprized of periods of
absence and returning calls when on | and.

Field #5 on the Data Qual ity/ OBSCON score sheet has the
scoring criteria cutoff is now set at 0.5 incorrect fields
per sea day. (Qur extensive cal cul ati ons show t hat observers
who are now consistently receiving bonuses and providing
high quality data, would be scoring 0.2 - 0.5 under the new
systemin this field.)

Fields #7-8 on the Data Quality/ OBSCON score sheet have the
scoring criteria cutoff is now set at 0.3 fields per page.
(Qur calculations are showing 0.2 - 0.3 is the average for
our observers currently producing quality data.)

There will now be two nonetary |evels of bonus. Overal
scores between 90-100 will receive 100% of the bonus val ue
for each sea day done during the evaluation period. Scoring
bet ween 85-89 will receive 50% of the bonus val ue for each
sea day.



Summary of Revisions:

In order to be eligible to be considered to receive a
Quality Data Bonus, full time observers must average 10 sea
days per month. Part time observers must average 5 sea days
per month.

Bonuses will be awarded annually. There will be a mid year
review, as we use in the Government, where accomplishments
are discussed and feedback exchanged. The Evaluation Period
will begin 1 April and mid year evaluations will be done in
Sept-Oct. Final evaluations will be done after 31 March.

Data quality and receipt of the data and OBSCON on time will
count for 80% of the scoring. Data must arrive at Woods
Hole within 7 calendar days and OBSCON must be called in as
soon as the trip is completed. Field performance will count
for 10%. This will be based on randomness of vessel
selection (using very brief monthly reports to explain any
justifiable reasons for repeat deployments on vessels. Jo
and her staff will provide guidance regarding how to submit
this report.) Also, in this category, we’ll use the vessel
interview system we’ve had in place for a couple years, with
the Area Coordinator’s interviews of your captains.

Communications with NMFS and AIS will count for 10% of the
overall score. This will include overall positive attitude,
maintaining contact, keeping staff apprized of periods of
absence and returning calls when on land.

Field #5 on the Data Quality/OBSCON score sheet has the
scoring criteria cutoff is now set at 0.5 incorrect fields
per sea day. (Our extensive calculations show that observers
who are now consistently receiving bonuses and providing
high quality data, would be scoring 0.2 - 0.5 under the new
system in this field.)

Fields #7-8 on the Data Quality/OBSCON score sheet have the
scoring criteria cutoff is now set at 0.3 fields per page.

(Our calculations are showing 0.2 - 0.3 is the average for

our observers currently producing quality data.)

There will now be two monetary levels of bonus. Overall
scores between 90-100 will receive 100% of the bonus wvalue
for each sea day done during the evaluation period. Scoring
between 85-89 will receive 50% of the bonus value for each
sea day.



DATA QUALITY/OBSCON Pass? yes no
80% Obscon
Trip ldentification Date Landed # Days Data Quality
OBSCON CRITERIA - 10% NO YES | EXPLANATION (Continue on back if needed)
1. Was Obscon and Obstak called in for this trip?
2. Was the data received on time?
DATA CRITERIA - 70% NO YES EXPLANATION (Continue on back if needed)

1. Were the six-month questions asked, if required?

2. Were all logs included and were all the appropriate logs used
(including all required reporting logs)?

3. Were hauls observed correctly, as required?

4. Were the appropriate samples collected for fish, crustaceans, and
shellfish (including weights, lengths, sex, samples, etc.)?

5. Are the species on the haul log, length frequency log, and age
structure samples all in accordance? Check NO if greater than
0.5 fields were wrong per sea day.

# days # incorrect fields Avg per day

6. Were the appropriate samples collected for incidental takes
(minimum sampling requirements and biological samples)?

7. Were all fields completed when required (and if not, was a
commentincluded)? Check NO if greater than 0.3 fields were
omitted per page.

# pages # omitted fields Avg perpg

8. Were all fields recorded correctly and in the proper format (and if
not, wasa comment included)? Check NO if greater than 0.3
fields were wrong per page:

# pages # incorrect fields Avg per pg

9. Were there other unacceptable or outstanding errors?




OBERERNAME

MID YEAR REVIEW  Average # sea days/month

Data

Field

Comm

FINAL ANNUAL REVIEW

Data

Field

Comm

AVERAGE # SEA DAYS/MONTH
DATA QUALITY

DATA & OBSCON IN ON TIME
FIELD PERFORMANCE
COMMUNICATIONS

FINAL SCORE

x .70

x .10

x .10

x .10

X #seadays
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